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Introduction
Program Managers are hired to deliver projects within cost, schedule, and performance.
Within the Department of Defense (DoD), government program managers have the added responsibilities to navigate government regulations as well as politics to be successful. Like most endeavors, the training and experience of government program managers directly impacts the success of their programs. However, the current Air Force method for developing junior to mid-level acquisition program managers is inadequate to prepare them to manage the complexities of today's large, government acquisition programs. In a recent 2012 example, the Air Force cancelled the Expeditionary Combat Support System (ECSS) after spending seven years and one billion dollars. In an interview with Air Force Times, Brigadier General Kathryn Johnson, the Air Force's director of system integration, "listed five major causes behind the ECSS failure, including the Air Force's lack of a master schedule." 2 The master schedule is one of the fundamental documents for program success as it synchronizes the efforts of the government and contractor teams. How could something as basic as a master schedule be missed in a major acquisition program? To understand the problem, this paper begins by examining the results from the 2009 OSD Study on Program Manager Training and Experience. 3 Next, this paper introduces and explains the "learn-do-teach" training strategy as a means to explore the strengths and weaknesses in the current development of junior to mid-level acquisition program managers. Using concepts from the "learn-do-teach" strategy, this paper proposes that the current training strategy needs adjustment and recommends a framework that includes expanded experiential education and mentorship within the work environment as necessary components to improve program manager training. The benefits and the need for this shift in training strategy are presented at the conclusion of the paper. In today's fiscally constrained environment it is imperative that we leverage every opportunity to improve the experience and expertise of our acquisition program managers so they can successfully lead and deliver their weapon systems to the warfighter.
The State of Program Management Development
In The candid interviews yielded "six hundred observations...and one hundred or more recommendations..." and "described the strengths and opportunities for improvements in acquisition training and preparatory experiences." 7 Combing through this information, the study team grouped the findings into three general areas: (1) Topics of Training, (2) Methods of Training, and (3) Acquisition Experience and Careers. 8 While the study identified that "DAU courses are strong contributors to program manager acquisition knowledge and skill," all three general areas called for more experience, either in specific areas such as contracting and finance or in general experience such as industry practices to "deal with the challenges encountered in managing major acquisition programs." 9 In addition to more experience, the report specifically highlighted the need for "mentors and senior advisory teams to assist them [program managers] in dealing with particularly complex challenges on major acquisition programs." 10 These concerns are not new and the efforts to improve acquisition training are discussed next. With today's fiscally constrained budget, finding both the time and the money may be more difficult than expected. Second, and more importantly, the words "in courses" to bring "back to the classroom" indicate a predisposition that the DAU model is skewed towards academic training. At the heart of the recommendation, it is basically doing more of the same in-class training we have done in the past. Based on past performance, this is unlikely to bring the required improvements that will aide developing program managers. To quote Albert Einstein's definition of insanity, it is "doing the same thing over again and expecting different results."
Improvement Efforts
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Making improvements on how we develop program managers, requires that we explore new training strategies.
The "Learn-Do-Teach" Training Strategy
Learning is finding out what you already know. Doing is demonstrating that you know it.
Teaching is reminding others that they know just as well as you. You are all learners, doers, and teachers.
-Richard Bach Illusions
The "learn-do-teach" training strategy draws from a number of philosophies within the field of education. For this paper, "learn" is defined as the traditional academic instruction where students are taught or given information from a teacher. Learning in this case includes both classroom education as well as on-line education, with the key characteristic that information and knowledge are given in a one-way direction, from teacher (or virtual teacher) to student. The definition of "do" draws its roots from constructivism learning theory. In constructivism, "Learners are believed to be encultured into their learning community…through their interaction with the immediate learning environment." 19 In simple terms, "do" is experiential learning: hands-on, practical experience in the workplace. Finally, the concept of "teach" for this paper is best defined by the education philosophy of learning by teaching where students teach others what they know to solidify their knowledge.
The fundamental concept behind the "learn-do-teach" (L-D-T) strategy is to combine each of these three distinct activities into one framework that best imparts and solidifies knowledge within the student. Ideally, once imbued with this knowledge, the student is better able to lead effectively within their chosen profession. career field, these certifications are divided into three levels. Each of these levels has a set of core certification requirements which are a combination of acquisition training, functional training, education, and experience. 23 Figure 2 shows the Level I core certification standards.
In addition to core certification standards, each level has a set of desired training, education, and experience. Additionally, Figure 2 includes "Core Plus" requirements and shows which type of job assignment the courses are best suited. Certification is defined as the "confirmation that some fact or statement is true through the use of documentary evidence." 24 Program Management certification, then, is designed to document that a program manager has completed the right training, has the right education, and the right experience to effectively lead acquisition programs. As a result, certification standards also act as a guide, or a strategy, to ensure proper training. The following section compares the current acquisition development strategy, as reflected by certification requirements, to the "Learn-Do-Teach" training strategy outlined above.
Acquisition Development and The Learn-Do-Teach Training Strategy
At first glance, it is easy to see that some of the certification activities clearly map to the L-D-T training strategy. For example, in the "learn" category there are many courses required to train program managers the necessary skills for their job. Based on the number of courses and the specificity, it is evident that DAU puts an emphasis on providing learning through coursework as a key factor in its strategy for developing program managers. In the "do" category, certification requires experience. However a major weakness in the current method of certifying experience is that it is measured by months in an acquisition assignment and gives no While this is an interesting note, the more important question is, "Is the DAU development strategy effective?" The 2009 OSD study discussed above indicates it is not. As a result, the DAU training strategy must be adjusted to better align with L-D-T to fix the experience gaps noted in the study.
Adjusting the DAU Training Strategy
In order to effectively train future acquisition leaders, the DAU training must better balance the three components of the L-D-T training strategy. As a result of the consolidation required by DAWIA, the training and certification processes within DAU understandably shifted towards a centralized system. This resulted in more standardized classroom and on-line training; a strength of the DAU system. Therefore, no adjustment is necessary to the "Learn" portion of the DAU model. However, the training strategy needs to focus on the "Do" and "Teach" aspects of the model. The current centralized construct lacks an equally robust decentralized training strategy to provide experiential learning in the workplace and to complete acquisition leader education. The importance of decentralization in today's environment is the fundamental message in the 2012 Chairman of the Joint Chiefs of Staff, Mission Command White Paper. 26 In General Dempsey's White Paper, he notes "Mission Command must be institutionalized and operationalized into all aspects of the joint force --our doctrine, our education, our training, and our manpower and personnel processes" (emphasis added). 27 Mission Command, as defined by Joint Publication 3-0, is "the conduct of military operations through decentralized execution based upon mission-type orders." 28 As a fundamental building block to improve the DAU training model, we need to include a decentralized learning component into our training. In order to avoid the costs of DAU faculty traveling to collect data, building courses, then paying for students to travel and attend these courses, acquisition leadership must create learning opportunities in the workplace where program managers reside.
Based on these concepts, the next section outlines my proposed solution entitled the "Next Generation Leader."
Next Generation Leadership program
The "Next Generation Leader" (NGL) program I propose augments the existing, centralized, DAU training strategy. As the title suggests, the term "Next Generation" is aimed at junior to mid-level program managers who are developing their program management skills.
Specifically it targets military officers in the rank of Captain through Lieutenant Colonel.
Similarly, the focus on the civilian side is GS-11 through GS-14. The focus on these grades provides junior program managers with the appropriate leadership and experiential skills necessary as they develop into senior program management roles. The NGL program contains two components aimed at increasing the "do" and "teach" aspects of the L-D-T training strategy.
Both of these components are focused on development opportunities within the workplace advises to teach at least two people what you have studied and learned. 40 He notes "Those who teach what they are learning are, by far, the greatest students." 41 The second benefit of unit teaching is the social interaction between unit members. In today's environment, we have fewer opportunities to interact with peers within or across units and this teaching strategy creates those opportunities.
Benefits of The Next Generation Leader Program
The rationale for developing the NGL program is to augment existing, well-designed courses provided by DAU. The UPM Apprenticeship and Mentor/Teach programs bring training back into the work environment to provide more practical experience and increase the sharing of lessons learned between members of the acquisition workforce. Many of the aspects of the NGL already exist in the form of the CFETP and Mentor programs. NGL is intended to pull these various pieces into one framework under the L-D-T training strategy to improve the development of program managers.
Senior leaders recognize the importance of training and the need to make improvements.
In the 2013, Chief of Staff of the Air Force vision, General Welsh notes, "Education and training are the foundation of our airpower advantage...We will maximize our Airmen's potential by refining our development programs to move beyond classroom-based instruction and incorporating leading-edge educational concepts. Through a personalized, career-long building block approach, we will eliminate duplicative and extraneous training, returning valuable time to our Airmen. We will also integrate our development, promotion, and assignment processes to recognize excellence and grow Airmen to have the breadth, knowledge, and capabilities to serve where our Nation needs them." 42 The NGL Program is a step towards implementing a decentralized training environment focused on fixing the documented need for more experiential training as we develop leaders within program management.
Implementing NGL will require a cultural change. Today, many program managers rely on training from DAU to satisfy their career development. With NGL, the focus shifts to a balance between in-class and in-the-workplace to provide a complete spectrum of training. To successfully change a culture and prepare it to be ready for an unknown future requires leadership at all levels. This leadership needs to be both formal, informal and cross generational.
Junior members of the workforce are often too new to affect lasting changes. Similarly, our senior leaders only have a limited time before they leave. That is why the focus of the NGL Program is on developing the program management leadership in the middle. To make the cultural change last, we need to start now, with a decentralized system focused on our mid-tier program managers.
Conclusion
As the 2009 Program Manager Training and Experience study highlighted, the current Air Force method for developing junior to mid-level acquisition program managers is inadequate to prepare them to manage the complexities of today's large acquisition programs. 43 NGL is a proposed framework to correct this shortfall. Using the "learn-do-teach" training strategy as a foundation, NGL provides an experiential education and mentorship framework needed within program offices to complete the training and preparation of program managers. It aligns with the Chairman's vision for decentralized execution and the CSAF's vision for improved, state of the art education concepts. It augments the already well-defined and best-in-class training of DAU.
Finally, it responds to OSD/AT&L, Frank Kendall's call "that every senior leader consider building a highly professional acquisition workforce that is stronger, more capable, and better able to support the Warfighter as an important and enduring part of his or her legacy." 44
